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April 30, 1997 


Mr. Gordon Smith 
Deputy Minister of Foreign Affairs 
Department of Foreign Affairs and 


International Trade 


Ottawa, Ontario 


K1A 0G2 


Dear Mr. Smith: 


Due to its status as a Special Operating Agency, the Deputy Minister of Foreign Affairs has 
a specific responsibility for ensuring that the overall objectives of the Passport Office are 
achieved in an effective and efficient manner. As indicated in its Framework Document, 
your approval is required for the Passport Office Strategic Plan. Accordingly, we are sub- 
mitting the Strategic Plan covering the period 1997-1998 to 2000-2001. This Plan identifies 


the priorities and direction of the Passport Office for the next four years. 


Yours sincerely, 


Michael J. Hutton Kathryn E. McCallion 
Chief Executive Officer j Hee: 5 cree ofc Assistant Deputy Minister 
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A message from the CEO 

It seems that every few years we experience great change as an organization. In 
1985 we were pioneering the Machine Readable Passport technology. In 1990 the change 
was a move to Special Operating Agency (SOA) status. As one of the first five SOAs we have 
been instrumental in developing and advancing the concept in Canada. Today, the SOA is 
part of the greater Alternative Service Delivery (ASD) initiative which is high on the gov- 
ernment reform agenda, and an integral part of "Program Review’. 

We take special pride in being vested with the discretionary Ministerial author- 
ity to establish, administer and implement the policy pertaining to passports. Also, we have 
been a responsible governmental agency, promulgating the appropriate policies under the 
Royal prerogative, to protect the integrity of our document. 

As part of the evolution of the SOA concept, we are seeking refinements, clarifi- 
cations and authorities which will enable us to better serve our clients, preserve the integri- 
ty and reputation of the passport, and operate in a cost efficient manner. 

Strategic planning is also an evolving process. We developed the first strategic 
plan to guide us through the initial stages as an SOA. As a result of the planning five years 
ago, the Passport Office has improved service to Canadians by increasing the number of 
issuing offices, incorporating longer hours at offices and introducing the Technology and 
Security Enhancement Plans. Among many other activities and projects, we also upgraded 
accommodations, developed a resource allocation model and implemented a Human 
Resources Management Plan. We have accomplished much over the past five years. 

We also have to look to the future and ensure that what we have and do today 
will give us the necessary people, tools and abilities to get us where we want to be tomor- 
row. We need to constantly monitor our environment to understand the factors that affect 
the activities at the Passport Office. 

As you will see in this plan, change over the next few years will take many forms. We 
will have an up-to-date technology-based passport issuance process. We will continuously 
evaluate the entire passport application process to identify aspects that can be updated or 
changed to provide better service to our clients, enhance security and reduce costs. We will be 
working with other government agencies about ways we can help each other to become more 
efficient. In order to be successful at all of these initiatives, we have to provide our employees 


with the necessary skills, information and processes to bring about these changes. 
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approach 


There are many challenges that face us over the next few years and | feel that 
with the direction outlined in this document, along with the input and commitment of our 
employees, we will excel at providing economical, efficient and high quality service to 


Canadians. | am truly looking forward to the next few years. | hope you are too! 


Michael J. Hutton, RAPS ET FAT 
aT - tee) * Wo 


Chief Executive Officer 


Introduction 

Strategic planning is a disciplined effort to produce decisions and actions that 
shape and guide what an organization is, what it does and why it does it. Strategic planning 
is useful only if it improves strategic thinking and acting: it is not a substitute for them. 
Strategic thinking forces a focus on the future. Strategic planning directs attention to cru- 
cial issues and challenges and it provides a systematic approach to managed change. 
Ultimately, all business decisions are made intuitively— irrefutable proof is only found in 
hindsight. However, rigorous analysis can lessen the degree of risk, make tradeoffs visible 
and improve the odds of a positive result. 

In today’s public service, strategic awareness is critical. The federal public ser- 
vice, in general, and the Passport Office in particular, are in a period of change. Budgets are 
decreasing, demands—often conflicting demands —are increasing, and new technology 
provides opportunities to improve many aspects of our operations. Departments and pro- 
grams can no longer afford to operate in isolation. Change has an increasingly cascading 
effect as new internal and external alliances are formed. The stimuli can be overwhelming. 

To manage itself proactively, the Passport Office has initiated a strategic planning 
process to develop a shared plan and vision for the organization that will guide our decision 
making over the next four years. This plan, the result of a lengthy consultation and information 
gathering process, identifies four strategic initiatives or imperatives on which we must focus to 
ensure the Passport Office is successful in a changing world. These imperatives will set the direc- 


tion for our Agency and provide the basis for both decision-making and employee communication. 
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Ultimately, the purpose of this document is fourfold. First, we must examine our 
environment to determine what our clients require and expect of us. Second, we must iden- 
tify the critical strategies to promote change. Third, we must identify a process to ensure 
these changes are successfully implemented. And finally, we must ensure that employees 


and other stakeholders understand, communicate and promote these changes. 


Our Vision 


To bea role model of succesdpul, efficient service within government. 


The Passport Office strives to become an exemplary service organization by 
incorporating a client focus in all aspects of our operations. By doing so, we endeavour to 
become more innovative in our style of management and program delivery. Focusing on 
client needs also enables us to challenge standard government policies, procedures and 


activities to identify areas of improvement, duplication, and cooperation. 


Our Mission 

Our fundamental purpose is to facilitate travel of Canadians 
throughout the world by providing internationally respected travel 
documents and services. We will also work in alliance with other 
government agencies to provide secure identification documents 


and services. 


The Passport Office was established to provide a Government of Canada travel doc- 
ument that identifies the bearer as a citizen of Canada, with all the rights and privileges that 
citizenship entails. This is still our fundamental purpose. However, over the years we have 
developed certain skills and acquired specialized knowledge that allow the Passport Office to 
advise and work with other government agencies, be they municipal, provincial or foreign gov- 
ernments, in their initiatives as they relate to secure identification documents and services. 

By capitalizing on our strengths, the Passport Office and its employees can con- 


tribute in a positive manner to the enhancement of government services and security. 


Our Key Stakeholders 

We have many stakeholders, each equally important to our development. Our 
clients are our most visible stakeholders — over 1.3 million clients submit applications for 
passports each year. They expect to receive secure documents and quality service at a rea- 
sonable cost. Citizens and the government expect efficient and affordable government ser- 
vices and a secure travel document system. Our employees require the tools, resources and 


support to do their jobs as well as recognition for a job well done. 


Strategic Planning and the Organization 

The federal government is placing a greater focus on strategic planning to 
achieve its fiscal and social policy objectives. Decisions must be based on a clear under- 
standing of our long-term objectives, our client needs and our role within government. 

In the Passport Office, the key decision makers are the members of the Executive 
Committee (EC), comprised of the CEO and all Directors and equivalents. EC's main focus is 
corporate decision-making and medium-term strategic planning while also supporting the 
CEO in long-term strategic planning. EC, in turn, is supported by operational and function- 
al managers throughout the organization who are responsible for day-to-day management 
and implementation of EC decisions. Managers and equivalents are also an important 
source of information and upward feedback to Directors concerning policies, priorities, the 
environment and the implementation of strategic imperatives. 

Employees in both the passport issuing offices and functional support units are 
responsible for delivering our services. Passport issuing office employees are our connec- 
tion to the client. They act as the “eyes” and “ears” of our organization and as such are able 
to pass on client comments as well as their own ideas on how to improve the Passport Office 
operations. Functional support unit employees are also intrinsically involved in the smooth 
running of the organization by providing services to operations that enable both head- 
quarters and the regions to be managed in an efficient manner. Further, functional employ- 
ees use their interactions with suppliers and other departments to scan for opportunities 


and "best practices” that could improve the Passport Office's performance. 
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The Strategic Planning Process 

In the Passport Office, the process for strategic planning is based on consulta- 
tion—with clients, suppliers, central agencies, the Department of Foreign Affairs and 
International Trade (DFAIT), Passport Office managers and employees, other “partner” 
departments and external experts. This consultation and information gathering is an ongo- 
ing activity that will lead to an annual re-evaluation of the strategic plan. New information 
will be analyzed and, accordingly, incorporated into the plan. In effect, the strategic plan 
will be a rolling plan, always looking four years ahead, never stagnating. 

Two-way communication between and among the various levels of the organi- 
zation is crucial for both developing and implementing any strategy. EC decisions are 
described and recorded in a Record of Decision (ROD) available to all Passport Office 
employees. Employees will be able to follow and understand funding decisions and strate- 
gic initiatives as they happen. 

In addition, it is planned that the ROD will also inform officers in both DFAIT and 
the Treasury Board Secretariat (TBS) about our strategic and business plans and related 
decisions. Through this internal and external communication, stakeholders will know what 
we are doing, why we are doing it and the expected benefits of doing it. 

The Passport Office strategy is to focus on four key initiatives or imperatives. 
Because we consider these initiatives to be critical to our success, we call them our strate- 
gic imperatives. The use of “imperative” denotes the urgency, importance and commitment 
within the Agency. 

We believe that four strategic imperatives are a manageable number to which our 
employees will be able to relate, assist in achieving results and learn from the experience. 

The Passport Office will measure its success against the expectations of its clients, its 


employees, its department (DFAIT), the government as a whole, and private sector associates. 


The Strategic Imperatives 
For years the goal of the Passport Office has been to provide the highest level of 
client service, at the lowest cost, while maintaining the security and integrity of the passport. 


The reality of today is that like all of government, we still need to do better. 
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By providing efficient cost-effective service to passport applicants, the Passport 
Office is a successful role model within government. We can consistently be leaders in alter- 
native service delivery, quality client service and the application of technology. In order to 
achieve our goals, while maintaining our commitment to service, security, and cost manage- 
ment, we have identified the following strategic imperatives. They describe our priorities for 
change, if we are to be successful. Our future decision making within the Passport Office will 


be based on these imperatives. 


1. E€xploit the concept of Alternative Service Delivery to its full 
potential in order to reduce duplication and costs, achieve 
government-wide goals and attract new alliances that lever- 


age our core competencies. 


2. Provide management with the necessary skills, injormation 
and processes in order to strengthen the decision making 


capabilities of the Passport Office. 


3. Accelerate the application of technology to our processes to 
ensure that employees at all levels have the tools and informa- 


tion they need to operate in a rapidly changing environment. 


4. Re-engineer the application process in order to reduce impo- 


sitions on our clients. 


For each of these imperatives, a multi-year action plan will be developed to set 
objectives and identify the various activities, resources and timelines required to imple- 
ment each strategic imperative. These action plans will clearly identify who is responsible 
for what, by when and to the satisfaction of whom. The annual Business Plan will incorpo- 
rate both ongoing operations and special initiatives into a detailed set of objectives, activ- 
ities and expected results. Our success at implementing the Business Plan will be measured 


each year in the Annual Report. 
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The Development of Strategic Imperatives 

In 1996, the Passport Office asked three groups to look carefully at the environ- 
ment in which we operate, in order to identify factors that affect and influence us. The groups 
were comprised of over forty Passport Office managers and several external expert advisors. 
From various reports, surveys and recommendations, other stakeholders were indirectly 
involved. From this myriad of information, thirty-seven influencing factors were identified 
and filtered to form the four strategic imperatives. 

Among many factors identified, the importance of the passport as a security device 
and government document was recognized. Alliances with the private sector could provide 
opportunities for developing and marketing Canadian technologies while alliances with other 
public sector agencies would contribute to public sector renewal. We must devise new business 
approaches, processes and techniques, and we must realize our goals with the fiscal restraints 
placed on us. Through alternative cost management approaches, alliances, the application of 
technology and the possible introduction of the new Passport Card, we hope to advance to the 
next level of performance. But the key influence to our success is our people, and the recogni- 


tion that their skills, training and talent provide opportunities for the Passport Office. 


Conclusion 
In order to be successful in a changing world, the Passport Office needs to be 
adaptable and creative. Most of all it needs to communicate well. This can be achieved 
only by understanding our environment, our clients, our people and our abilities. 
The extensive information gathering process that is part and parcel of the strate- 


gic planning process has enhanced our understanding of these keys to success. 


Instead of viewing this process as a single event for the organization, we will 
continuously review and seek out new information that will identify our core com- 
pevencies, demands and challenges. This continuous review will yield a better under- 


standing and hopefully better results. 
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